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The purposes of coaching and mentoring within a workplace setting are numerous, often aimed at improving performance, enhancing skillsets, fostering leadership, and building a supportive culture. Coaching generally targets immediate performance improvements, skill-building, and the attainment of specific objectives. For example, Smither and London (2009) describe coaching as a strategy for enhancing employee competencies by setting clear goals, receiving feedback, and working on specific action plans.

Mentoring, by contrast, focuses on professional and personal growth over time, often involving guidance from a more experienced professional. Mentoring aids in long-term career progression, networking, and building self-confidence (Clutterbuck & Megginson, 2005). It is relationship-driven, as opposed to task-driven, allowing for the mentee’s development to unfold more organically over time.

While coaching and mentoring share some overlapping qualities, including support, guidance, and development, their primary distinctions lie in focus and duration. Coaching is usually performance-oriented and short-term, while mentoring is developmental and tends to be a longer-term commitment (Grant & Cavanagh, 2004). By comparing and contrasting these approaches, it becomes clear that both serve distinct yet complementary purposes, providing tailored developmental support to employees across various stages of their careers. These processes are critical for fostering a supportive organizational culture, improving job satisfaction, and promoting knowledge transfer across organizational levels (Hawkins & Smith, 2013).
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The purposes of coaching and mentoring within a workplace setting are diverse, with the overarching goal of enhancing both individual and organisational performance. These practices are often aimed at improving specific competencies, fostering leadership abilities, supporting long-term career development, and cultivating a supportive workplace culture that promotes continuous learning (Hawkins & Smith, 2013). Coaching primarily focuses on immediate performance improvements and skill development, supporting employees in achieving specific, short-term goals that align with organisational objectives. Smither and London (2009) describe coaching as a targeted approach that uses structured feedback and action planning to build employee competencies and close skill gaps. This method can be particularly effective in helping employees improve job performance, achieve specific work-related goals, and develop skills in areas where rapid improvement is needed, such as communication or technical proficiency (Passmore, 2015).

In contrast, mentoring emphasises long-term professional and personal growth, often involving a more experienced professional guiding a less experienced colleague. Mentoring fosters career progression by providing mentees with insights into navigating their careers, networking opportunities, and developing self-confidence, often through an informal but supportive relationship (Clutterbuck & Megginson, 2005). Unlike coaching, which is typically task-driven, mentoring is more relationship-driven, enabling the mentee’s development to unfold gradually and organically over time. This approach allows mentees to gain not only technical skills but also emotional and interpersonal insights, which are essential for leadership development and personal fulfilment (Eby et al., 2013).

While coaching and mentoring share overlapping qualities—such as providing guidance, support, and developmental opportunities—their distinctions are evident in both focus and duration. Coaching tends to be short-term, goal-oriented, and performance-focused, offering solutions to immediate challenges and measurable outcomes within a defined period (Grant & Cavanagh, 2004). Mentoring, on the other hand, is typically a longer-term commitment aimed at fostering holistic, sustainable growth in the mentee, often extending beyond specific job skills to include broader life and career guidance (Garvey, Stokes & Megginson, 2014). This comparison highlights the unique, complementary nature of these two approaches: coaching addresses specific, immediate needs, while mentoring offers a pathway for broader personal and professional development over time.

Both coaching and mentoring are critical components of a well-rounded organisational development strategy. Together, they contribute to building a supportive workplace culture where employees feel valued and invested in, thus fostering higher levels of job satisfaction and engagement (Garvey et al., 2014). Furthermore, these practices facilitate knowledge transfer and leadership development across organisational levels, as senior employees share their expertise and insights with less experienced colleagues. This collaborative culture not only enhances individual performance and satisfaction but also strengthens organisational resilience and adaptability, essential in today’s rapidly changing work environments (Hawkins & Smith, 2013).
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The GROW model, developed by Sir John Whitmore, remains one of the most widely adopted frameworks for coaching and goal setting, owing to its structured yet flexible approach (Whitmore, 2010). GROW, an acronym for Goal, Reality, Options, and Way Forward, offers a systematic method for coaching conversations, guiding coachees from identifying their objectives to defining practical steps for achieving them. This model is designed to foster collaborative exploration, where both coach and coachee work together to clarify the coachee’s goals, examine the current situation, explore possible pathways, and decide on a concrete action plan (Wilson, 2011).

One of the primary advantages of the GROW model is its simplicity, which makes it easy to use and adaptable across a wide range of coaching contexts. Its straightforward structure enables coaches to facilitate goal-oriented conversations that are focused and productive without overwhelming the coachee. This model’s adaptability means it can be tailored to the individual’s specific needs, goals, and organisational context, allowing it to be effectively applied in different industries and coaching scenarios (Passmore, 2015). For instance, the model is frequently used in performance coaching, where clear, measurable goals and immediate actions are central to success. Its structured progression helps coachees to build a sense of momentum, supporting them in making concrete progress toward their objectives (Grant, 2011).

However, one limitation of the GROW model is that it may lack the depth required for addressing complex or deeply ingrained issues. The model is inherently goal-focused, which can be limiting in situations that require deep-rooted behavioural change or long-term developmental coaching, as it does not provide mechanisms for exploring underlying psychological factors. According to Downey (2014), GROW is ideal for short-term, results-oriented coaching but may be insufficient for addressing more intricate challenges where additional psychological or behavioural insight is needed. In such cases, models like the CLEAR model (Contracting, Listening, Exploring, Action, and Review) or developmental coaching approaches may offer a more nuanced exploration of the coachee’s inner motivations, which can lead to more sustainable transformation (Hawkins & Smith, 2013).

For example, in a performance improvement scenario, the GROW model demonstrates particular effectiveness. Consider an employee who is struggling to meet their quarterly sales targets. By using GROW, the coach can help the employee set a specific and measurable objective, such as achieving a 10% increase in sales by the next quarter (Goal). The coach and coachee can then analyse the current sales process and identify obstacles, such as limited client engagement or a lack of follow-up (Reality). Together, they can brainstorm new strategies, such as enhancing product knowledge, refining the pitch, or increasing client outreach efforts (Options). Finally, they can create a detailed action plan (Way Forward) that includes specific steps and timelines for implementing these strategies, allowing for accountability and progress tracking (Whitmore, 2010).

Thus, while the GROW model provides a practical, results-oriented framework suitable for short-term coaching focused on performance, it may benefit from being supplemented with additional tools in situations that require greater psychological insight or sustained behavioural change.
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For my initial coaching session, I employed the GROW model to guide a coachee in setting goals aimed at enhancing their communication skills within a team leadership context. At the outset, I focused on establishing rapport, which helped create a sense of trust and openness—a crucial element in coaching as suggested by Whitmore (2010). I also clarified that we would be using the GROW model as our framework, as recommended by Starr (2008), to ensure a structured and effective approach to our conversation.

We commenced with the "Goal" phase, defining a clear and measurable objective: for the coachee to improve their confidence and assertiveness in team meetings over the course of one month. During the "Reality" phase, we explored the coachee’s current experiences with public speaking, which revealed insecurities around speaking in front of groups and a self-perceived lack of assertiveness. This process aligned with Grant’s (2003) emphasis on understanding an individual’s present reality to provide a foundation for meaningful development.

In the "Options" phase, I prompted the coachee to consider various strategies, such as practising brief presentations during smaller team meetings and seeking constructive feedback from colleagues. This exploration encouraged the coachee to generate feasible and supportive solutions, reinforcing the value of an options-focused approach in coaching (Parsloe & Leedham, 2009). Finally, in the "Way Forward" phase, we co-created an action plan with specific steps and a timeline. We agreed on weekly check-ins to track progress and scheduled a follow-up in one month to assess achievements and adjust the plan as needed.

To reflect on this coaching experience, I utilised Gibbs' Reflective Cycle (Gibbs, 1988), which allowed me to systematically evaluate and analyse the session while considering areas for improvement. In the Description stage, I documented the session's use of the GROW model and the outcomes achieved. The Feelings stage allowed me to acknowledge a mix of satisfaction with the structure of the session and an awareness of the challenges in addressing deep-seated confidence issues. During the Evaluation phase, I identified strengths such as establishing rapport and creating a clear action plan but also recognised the limitations of a single session in fostering lasting behavioural change.

In the Analysis phase, I noted that while the GROW model provided an excellent structure, the session could have been enhanced by incorporating more emotional support, as suggested by Smither and London (2009), to address the coachee's underlying insecurities. The Conclusion stage reinforced the importance of integrating flexibility and encouragement within a structured framework. Finally, the Action Plan highlighted steps for future improvement, including offering follow-up sessions to provide consistent support and incorporating techniques to build coaches’ emotional resilience alongside their skills.

This practical experience highlighted the GROW model’s strength in offering structured guidance but also underscored the need for adaptability and ongoing emotional encouragement to meet each coachee’s unique and evolving needs.
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n my second practical mentoring session, I applied the Johari Window model, focusing on providing feedback to a mentee seeking career advancement advice. The Johari Window, developed by Luft and Ingham (1955), is a framework that emphasises self-awareness and feedback, aiming to enhance understanding of how personal attributes are perceived by oneself and others. To reflect on this mentoring session, I used Gibbs’ Reflective Cycle (1988), a structured model that guides reflection through six stages: Description, Feelings, Evaluation, Analysis, Conclusion, and Action Plan. This reflective framework helped me critically evaluate my mentoring practice and identify areas for improvement.

The Johari Window model was instrumental in structuring my feedback to the mentee. By focusing on revealing aspects of their potential that were previously hidden, I sought to enhance their self-awareness while fostering an environment of mutual trust and transparency—key components of effective mentoring relationships (Luft & Ingham, 1955). Gibbs’ reflective process provided a means to systematically assess the strengths and weaknesses of my approach, ensuring a comprehensive understanding of the session’s dynamics and outcomes.
Strengths in Mentoring Practice
Throughout this session, I applied structured questioning, enabling the mentee to engage in self-reflection and uncover strengths they were not fully aware of, particularly in collaborative skills—an essential quality for career progression. My ability to follow up with relevant questions and link them to a timeframe demonstrated practical application of the Johari Window, supporting the mentee’s development through increased self-awareness. This approach aligns with Clutterbuck’s (2004) emphasis on effective questioning as a method to facilitate mentee development and promote self-awareness.
Feedback from my mentor, Dr Mudassar Hasan, highlighted effective questioning and active listening as key strengths in my mentoring practice. These skills allowed me to provide targeted feedback, helping the mentee recognise their collaborative strengths in a new light and connect them to tangible career advancement opportunities. According to Starr (2008), active listening is fundamental in building rapport and ensuring that feedback is meaningful and relevant, which was evident in this session.


Areas for Improvement
Despite these strengths, there are several areas for improvement. One key issue was a lack of clarity regarding the specific Johari Window quadrant I intended to expand during the session. The Johari Window encourages mentors to work across four quadrants—open, blind, hidden, and unknown—to effectively enhance the mentee’s self-awareness. Future sessions would benefit from explicitly identifying and focusing on the relevant quadrant, ensuring that both the mentee and I are aligned on the objectives of our discussion (Luft & Ingham, 1955).
Additionally, feedback from my mentor noted a lack of non-verbal communication cues, such as eye contact and facial expressions, which are critical for creating an engaging and supportive environment. Egan (2013) highlights that non-verbal communication, including attentive body language, conveys empathy and builds trust in mentoring relationships. My weak eye contact may have hindered the mentee’s experience, potentially affecting their perception of my attentiveness. Moving forward, I plan to consciously improve my non-verbal communication by maintaining consistent eye contact and adopting more open and supportive body language.
Another area for improvement was the summarisation of key points at the session’s conclusion. Summarising is essential for reinforcing understanding and ensuring that both mentor and mentee leave with clear takeaways (Starr, 2008). My failure to provide a structured wrap-up resulted in a less organised ending, which could have impacted the mentee’s retention of feedback. Additionally, exceeding the allocated time disrupted the session’s flow and effectiveness. To address this, I intend to practise delivering concise summaries and managing time more effectively in future sessions.

This mentoring session highlighted several strengths, including effective questioning and active listening skills, which facilitated meaningful feedback and promoted the mentee’s self-awareness. However, areas for improvement, such as clarifying the Johari Window quadrant in use, enhancing non-verbal communication, and improving time management, were also identified. By using Gibbs’ Reflective Cycle (1988) to critically analyse my practice, I have gained valuable insights into how I can refine my mentoring approach. Addressing these areas will enable me to fully utilise the Johari Window model and foster more engaging, structured, and impactful mentoring sessions that support the mentee’s career growth and self-awareness.
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In conclusion, my experiences in coaching and mentoring have highlighted the value of structured models, particularly the GROW and Johari Window models, in promoting both personal and professional growth. The GROW model, developed by Whitmore (2010), with its clear, goal-oriented structure, proves especially effective for short-term, performance-based coaching, as it enables coaches to guide coachees through the process of setting specific objectives, assessing current realities, exploring available options, and defining actionable steps forward. This structured approach is valuable in work environments where performance improvements and measurable outcomes are prioritised (Grant, 2011).

In contrast, the Johari Window model, conceptualised by Luft and Ingham (1955), is particularly useful in mentoring relationships focused on enhancing self-awareness and fostering constructive, open feedback. By working across the model’s four quadrants—open, blind, hidden, and unknown—the Johari Window facilitates deeper understanding of self-perception and external feedback, which are essential for personal development and effective long-term career mentoring (Luft & Ingham, 1955). Through its application, I have learned how critical trust and transparency are in mentoring, as these factors help mentees gain insight into strengths and areas for development, which they may not be fully aware of.

Through the practical applications of both models, I have gained a greater understanding of the distinct yet complementary roles of coaching and mentoring within a workplace context. These experiences have underscored that while coaching is often short-term and task-oriented, mentoring provides a more holistic approach to personal development, one that is highly relational and supportive over the long term (Clutterbuck, 2004). This distinction has also highlighted the importance of adaptability, active listening, and empathy as core skills for effectively supporting colleagues’ growth. As Egan (2013) notes, these skills are essential for establishing rapport and fostering a sense of safety and support in developmental relationships, whether in coaching or mentoring contexts.

Moving forward, I intend to adopt a more flexible approach, recognising that while structured models like GROW and Johari Window offer valuable frameworks, every individual has unique needs and goals that may require customisation beyond these structures. Tailoring my approach to suit each individual’s unique circumstances will be essential to fostering deeper engagement and personal relevance in these developmental interactions. This reflection has reinforced my commitment to cultivating supportive, growth-oriented professional relationships in my future career, and I am confident that integrating adaptability with the structured guidance of models like GROW and Johari Window will enhance my effectiveness as both a coach and mentor.
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Text Comment

Radoslav -17

Knowledge and understanding 7
Good implementation of the GROW
questioning during the coaching
session]

Practical solution-7

| liked how you created a rapport
from the start. Itis good practice to
mention the model to guide your
discussion. Your question on the
current situation and solution was
good. Also end with an action plan
and time line

Transferrable skills 3

'You have developed good
communication skills which is
important for coaching.
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Mentoring Task - Feedback and Marks

Dear Radoslav
Thanks for completing your mentoring task.

Knowledge and understanding 6/10
Good implementation of the mentoring model questioning during the coaching session.

Practical application 6/10
Your follow-up questions were spot on and linked to your model. | liked how you linked it to a timeframe.
Overall good listening skills and ask relevant follow-up questions

Transferrable skills 3/5
"You have developed good communication skills which is important for coaching.

Overall comments that should be considered going forward:
‘You have certainly improved since your coaching session.

Some good points are as follows:
“Your questioning and listening were good.

Some areas for improvement are as follows:

It was not clear from your discussion which quadrant of JW you were trying to expand.
Also, your discussion lacked energy and non-verbal communication aspects.

The eye contact was very weak.

The summarising part was also very weak.

‘You consumed double the time allocated to you for the session.

Going forward, please work on these areas of improvement.

Total Marks 15/25 (60/100)
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